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Relationships Between Goal-Setting, Motivational Traits, and Job Performance 
Charissa Samaniego 
Mentor: Michael M. Phillips, Ph.D., Psychological Sciences 
 
Abstract: Ensuring employees are and remain motivated is an important issue for organizations. One problem 
regarding employee motivation is not everyone is motivated in the same way, thus affecting performance. Goal 
setting has shown to increase performance when specific and difficult goals are set. Moreover, newer research 
concerning motivational traits has sought to explain individual differences in motivation. This trait framework 
shows potential, but research on the relationship between job performance, goal-setting and motivational traits has 
not been clearly established. The goals of this correlational study were to (1) determine if a relationship exists 
between motivational traits and job performance, (2) if a relationship between motivational traits and goal setting 
exists, and (3) to examine goal setting as a mediator between motivational traits and job performance.  
Participants were recruited to complete a goal-setting activity and the Motivational Traits Questionnaire (MTQ) 
short-form; supervisors evaluated their job performance. Competitive excellence (an MTQ subscale) positively 
predicted higher job performance, but goal setting did not have a mediating effect. Further research on this 
potential connection would need to be expanded into different workplaces to be more generalizable. 
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Job performance is a factor used for many 
decisions in the workplace, such as promotions 
and wage increases, and since motivation relates 
to employee performance, employers must 
understand the relationship between motivation 
and job performance. Therefore, understanding 
how to ensure employees are motivated and 
performing at an adequate level is a concept 
companies should understand. Job performance 
measures vary with different positions within a 
company and across similar jobs in different 
corporations, but within the research many 
motivational concepts have been correlated to job 
performance (Donovan, Bateman, & Heggestad, 
2013). For example, goal setting, a self-regulatory 
skill, has been shown to increase performance 
within many different workplaces when specific 
and difficult goals are set (Locke & Latham, 
2013). Motivation tends to be a multifaceted 
construct that is influenced by the individual and 
how the environment is structured, what has been 
thought of as a reciprocal relationship (Bandura, 
1978). Trait frameworks are one approach 
researchers have used to explore theories that 
explain individual differences in how humans will 
act within different environments. From a trait 
framework, the complex psychological construct 
of individual motivational orientations has been  
 
decomposed into different facets. Within 
motivation research, the motivational trait 
framework has shown potential, but there is no 
research in the mediating effect of motivational 
traits to motivational skills, such as goal-setting 
(Donovan, Bateman, & Heggestad, 2013). This 
research seeks to (1) determine if a relationship 
exists between motivational traits and job 
performance, (2) if a relationship between 
motivational traits and goal setting exists, and (3) 
to examine goal setting as a mediator between 
motivational traits and job performance. 
Performance 
Performance is a multi-dimensional concept; 
accordingly, job performance in the workplace 
has been conceptualized in different ways by 
various researchers. This process began with the 
general wisdom that job performance is the 
behaviors employees engage in that contribute 
towards organizational goals (Campbell, 1990). 
This foundation is helpful because it is not as 
restrictive as defining job performance in terms of 
task performance, because many behaviors within 
task performance do not contribute to 
organizational goals. On the other hand, it is more 
specific than defining performance as all 
behaviors that employees engage in at work (Jex, 
1998). 
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In organizations, knowing how job 
performance is defined determines how 
evaluations and appraisals are structured. In order 
to assess performance, an understanding about 
what is expected within the job and acceptable 
levels of performance is needed. Campbell (1990) 
also suggested that multiple dimensions of job 
performance can be examined through various 
tasks, critical incidents, and job analyses. 
Although no consensus has been reached on 
which of the different dimensions affect job 
performance the most, the dimensions have been 
shown to be positively correlated with individual 
job performance (Viswesvaran & Ones, 2000). 
Campbell (1990) began first by examining the 
relationship between the actual scaled behavior 
that is being performed (an action) and whether or 
not that behavior is linked to organizational goals 
(an outcome). Even though researchers agree that 
these two aspects need to be differentiated, there 
is not a consensus on which aspect is actual 
performance (Sonnentag, Volmer, & Spychala, 
2008).  
Action vs. Outcome 
Sonnetag and Frese (2002) stated that when 
conceptualizing job performance, it is important 
to differentiate between the action and outcome 
aspect of performance. A crucial component that 
defines the action component is the actual 
behavior an individual exhibits within a certain 
situation. This behavior has to be scaled, or 
counted, in order for it to be considered as 
performance (Campbell et al., 1993). For 
example, behaviorally anchored rating scales 
(BARS) are common when rating performance 
because These scales divide performance into 
different behavioral dimensions on which 
employees can then be rated. BARS is suggested 
due to the complexity of behaviors shown in most 
jobs (Jacobs & Zedeck, 1980). The concept of the 
action aspect of performance only describes the 
behavior which the organization hires the 
employee to do well, that is goal-oriented 
behavior (Campbell et al., 1993). 
If that behavior is relevant for organizational 
goals, then it tends to be an outcome upon which 
performance can be judged (Sonnetag & Frese, 
2002). For example, if an organizational goal is 
exceptional service, the behaviors performed (e.g. 
smiling, professional voice, understanding and 
helpfulness) are the actions. Customer service can 
be measured through surveys and feedback from 
the customers. In this example, when the behavior 
is directed towards giving excellent service, the 
behavior is the outcome aspect. Although these 
actions and outcomes are related, they do not 
completely overlap due to the fact that outcomes 
can be affected by factors other than the behavior 
(Sonnentag, Volmer, & Spychala, 2008). For 
example, imagine a sales associate with excellent 
customer service ratings (action) who does not 
actually meet his monthly quota of sales 
(outcome). Since there is this overlap, most 
researchers follow the suggestion of Campbell 
and colleagues (1993) and focus on the behavioral 
aspect of performance. This process can be 
accomplished through examining task and 
contextual performance because these distinguish 
actions that are only associated towards 
organizational goals. 
Task Performance and Contextual 
Performance 
When examining whether behavior is linked 
to organizational goals and if that behavior 
contributes to those goals, both task and 
contextual performance can be examined. Task 
performance is when an individual is proficient in 
the actions performed towards an organizational 
goal (Sonnetag & Frese, 2002). Campbell (1990) 
proposed a theory of job performance with five 
aspects pertaining to task performance: job-
specific task proficiency, non-job-specific task 
proficiency, supervision of the task, management 
of task, and written/oral communication 
proficiency. Generally, task performance refers to 
actions that are part of the job description and are 
objectives given to employees in order to receive 
some sort of reward (e.g. salary or bonus). 
Continuing with the sales associate example, task 
performance would be the activities the sales 
associate performs in order to make a sale (e.g. 
knowing where the products are, ensuring the 
products are displayed properly, knowing how to 
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operate the cash register, interaction with the 
customer).  
Task performance is specific to one job, 
whereas contextual performance can be 
generalized to more than one. Contextual 
performance is connected to one’s personality and 
task performance is mainly ability (Sonnentag, 
Volmer, & Spychala, 2008). Contextual 
performance includes an individual’s actions that 
are performed in relation to the organization’s 
physical, psychological and social environment 
(Sonnetag & Frese, 2002). This performance can 
be thought of as an employee going above and 
beyond what is stated in the job description to 
achieve organizational goals. For the sales 
associate, this could mean volunteering to stay 
later than needed when more customers are in line 
or redesigning his section of products in the hope 
that it will bring in more customers.  
In an attempt to find the level of distinction 
between contextual and task performance, 
Motowidlo and Van Scotter (1994) analyzed 
supervisory ratings of over 400 Air Force 
mechanics and found that both task and contextual 
performance contributed independently to overall 
performance, meaning that these two types of 
performance are distinct. Further demonstration 
that contextual performance is connected to 
personality and not ability was seen through the 
results that contextual performance was more 
highly correlated with personality variables in 
accordance with employee expectations.  
Motivation 
There are several theories regarding the nature 
of motivation and what serves to motivate 
individuals to perform at a higher level. Dunnette 
(1976) first described performance in the work 
place as a function of ability multiplied by 
motivation. Over the years, the definition of 
performance evolved from being a simple 
relationship between ability and motivation to the 
relationship between an individual’s aptitude, 
skill, understanding of the task, choice to expend 
effort, intensity of effort, choice to persist, and 
other conditions that an individual has no control 
over (e.g. organizational climate, structure of the 
work). As opposed to mathematically attempting 
to determine what motivates a person, motivation 
can be stated clearly as whether an individual 
wants to initiate effort, to persist with that effort 
over time, and how much effort is actually being 
used and in which direction (Thierry, 1998). In 
connection to the workplace, companies need to 
ensure employees are motivated on tasks needed 
for organizational success in order for the tasks to 
be completed on time and within quality 
requirements. Many individual factors can 
influence one’s level of motivation and these have 
been examined through various points of view 
(i.e. different goals set by employees or 
differences in goal orientation towards tasks). 
Goal Setting Theory 
Drawing on over 300 studies dating back to 
the 1960s, Locke and Latham (2013) proposed a 
theory that focuses on how goal setting affects 
performance. Based on this foundational work, a 
goal has been defined as the aim of behavior that 
is usually completed within a specific time (Locke 
& Latham, 2002). During the development of this 
theory, performance was described as units of 
dollars, time and production/quality (Locke & 
Latham, 1984). Latham (1986) determined that 
when units of dollars, time and production/quality 
could not be used to describe performance, 
various behavioral measures in connection to the 
job were recommended. For example, when 
someone works with people, performance could 
be determined by customer service ratings. They 
found that the relationship between goal difficulty 
and performance is a linear relationship and that a 
combination of difficult and specific goals can 
lead to higher performance. Specific goals have 
an internal referent and allow a wider range of 
acceptable performance level, which lowers 
ambiguity in what needs to be accomplished and 
therefore reduces variation in performance (Locke 
& Latham, 2002).  
Locke and Latham (2013) also note that 
people can attempt to achieve multiple goals at 
the same time and that self-set goals are just as 
effective in increasing performance as goals that 
have been assigned. There are also four aspects 
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that influence how a high goal leads to high 
performance: direction, effort, persistence and 
knowledge/task strategy (Locke & Latham, 2002). 
Goals direct behavior and attention towards 
achieving relevant goal activities and away from 
irrelevant activities. When a goal is high, more 
effort is needed to achieve that goal. High goals 
that include a time frame for participants enable 
them to control the time and effort put forth. High 
goals also enable people to use what knowledge 
they already have, discover new knowledge and 
use different strategies to achieve the goal (Locke 
& Latham 2013). Competition and goal decision-
making participation also affect job performance, 
but only to the extent that they lead to a specific 
and high goal. Goal commitment, including 
importance and self-efficacy, and feedback have 
also been to moderate the relationship between the 
goals set and the performance achieved (Locke & 
Latham, 2002). It can be seen that if an individual 
has a goal that is optimally challenging to achieve 
and is specific to their job, then their job 
performance increases; but on that individual 
basis, there has been limited research on how 
differences in motivational patterns can affect the 
goal-setting process (Locke & Latham, 2013).  
Motivational Traits 
Heggestand and Kanfer (2001) developed the 
motivational trait questionnaire (MTQ), which 
breaks the complex psychological construct of 
motivation into different motivational facets that 
are focused on traits of the individual. From two 
common motives, achievement and anxiety, 
Heggestad and Kanfer (2001) found that three 
distinct motivational traits emerged: personal 
mastery, competitive excellence and achievement 
anxiety. Personal mastery describes an 
individual’s need to achieve more knowledge and 
new skills, and seeking continued improvement 
driven by internal motives rather than external 
motives rather than external incentives. 
Competitive excellence is defined as an 
individual’s tendency to compare his or her 
performance to others in order to outperform 
them. Achievement anxiety is a combination of an 
individual’s tendency to worry about the 
evaluation of performance and the emotions 
associated with these performance evaluations.  
Due to the fact that the MTQ showed three 
motivational traits from the original framework, a 
short-form MTQ was developed to continue to 
examine those motivational traits. In order to 
assess construct validity of the short form MTQ, 
further research was conducted and the same three 
traits as before were found to have high 
correlations of construct validity on the scales 
used to measure similar constructs (Kanfer & 
Ackerman, 2001). Since substantial correlations 
were found between the scales used to measure 
similar constructs, convergent validity was also 
shown that the scales are related to the original 
motivational trait found. Hinsz and Jundt (2005) 
used the short form MTQ in goal-setting 
situations in their research and found that these 
motivational traits, in connection to task 
performance, are related to the overall constructs 
of personal goals and self-efficacy. Their study 
also suggested personal goals and self-efficacy 
mediated some of the relationships between the 
MTQ scales and task performance, but that this 
mediation is not complete. This study also found 
motivational traits within task performance 
depend on personal goals, but the task can change 
and then the traits no longer influence the task. 
The researchers focused on specific task 
performance, not overall performance, which is 
not very generalizable to performance within 
work situations, since an individual can have 
many tasks within a job. 
Given the abundance of research regarding 
how we approach tasks, researchers have come up 
with many different ways to essentially address 
this issue, and other theories and constructs have 
been formulated. Similarities can be seen within 
the terminology used between motivational traits 
and achievement goal orientation theory. In 
connecting goal-setting theory to attributions 
about success/failure, effort and ability, 
researchers turned to achievement goal theory in 
an attempt to further explore how goals influence 
motivation and performance. Achievement goals 
are general ways of orienting toward goals with a 
twofold concept that represent the aim to improve 
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competence and mastery of the task, as well as 
demonstrating performance and relative ability in 
doing better than others (Pintrich, Conley, & 
Kempler, 2003). Further research conducted by 
Elliot and McGregor (2001) created a 2 X 2 
framework for goal orientation. This framework 
divided achievement goals into mastery vs. 
performance and avoidance vs. approach, creating 
a goal framework of: mastery-avoidance, mastery-
approach, performance-avoidance and 
performance-approach. It was found that for all 
four goal categories, goals sharing a competence 
dimension (either definition or valence) were 
positively related to each other, and those without 
were unrelated. Results also showed that each 
goal had a set of antecedent variables and that 
each goal predicated a pattern of processes and 
outcomes that were achievement-relevant.  
Goal orientation and motivational traits have 
very similar terminology in how the four different 
goal orientations are defined and how the three 
different motivational traits emerged from 
achievement and avoidance motives. Personal 
mastery could connect to the mastery-approach 
and mastery-avoidance goal orientation; 
competitive excellence could connect to the 
performance-approach and performance-
avoidance goal orientations. The motivational trait 
of anxiety avoidance could be connected to 
whether or not an approach or avoidance 
orientation is taken. Goal orientation can be seen 
as more of an individualistic approach to 
understanding how goals and motivation can 
affect performance, but this concept has mainly 
been used in educational settings (Elliott, 2001). 
Within organizational research, goal orientation 
has been seen to relate to job performance. Within 
a Dutch energy supplier, Janssen and Van Yperen 
(2004) found mastery orientation was positively 
correlated to job performance and performance 
orientation negatively correlated to job 
performance. Examining salespeople, Porath & 
Bateman (2006) found that performance-approach 
goal orientation was positively correlated to sales 
performance and performance-avoidance 
negatively predicted performance. 
In order to discover what motivates individual 
employees, there is a need to understand how 
motivational traits and individual differences 
affect job performance. Furthermore, based on 
goal-setting theory, there is an established 
relationship between goal setting and performance 
within the workplace setting, but the mediating 
effects of setting goals in connection to 
motivational traits has not been examined. The 
contribution of the present study focuses on 
whether goal setting mediates the role between 
motivational traits and job performance. I 
anticipate competitive excellence traits (an MTQ 
subscale) will positively correlate with higher job 
performance. In addition, I expect that with goal 
setting as a mediator, personal mastery will 
correlate with higher job performance. 
Discovering how differences in individual 
motivational traits affect the way an individual 
performs will attempt to explain how workers are 
more or less motivated to work. 
METHOD 
Participants 
The participants were recruited from Housing 
and Residential Education (HRE) at a mid-sized 
public university in the Rocky Mountain region. 
In this environment, Resident Assistants (RA’s) 
are the employees and Hall Directors (HD’s) are 
the supervisors. Permission from the Assistant 
Director of HRE to conduct this research was 
obtained as well as IRB approval. 
Measures 
Goal-Setting Activity 
RAs were asked to complete a goal-setting 
activity that required them to set goals in 
connection to two areas of their job position: 
academic support/retention and individual 
resident relationships (see Appendix A). The 
researcher for this study created this activity. 
Within setting a goal for academic support and 
retention, participants were asked to describe their 
action plan to achieve the goal they stated. Each 
goal was individually rated by two researchers on 
a scale of one to four on the dimensions of 
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difficulty, measurability and specificity (See 
Appendix C). 
Motivational Trait Questionnaire-Short Form 
RA’s were also asked to complete the MTQ-
Short Form questionnaire. For the MTQ-Short 
Form, each of the three distinct motivational traits 
have been broken down and measured via 
subscales with a total of 48 items. Within the 
personal mastery trait, one subscale measures the 
desire to learn with eight items and another 
measures mastery goals with eight items. The 
MTQ competitive excellence subscales include a 
measure of competition seeking with six items 
and a measure of other reference goals with seven 
items. For the achievement anxiety motivational 
trait, one-subscale measures worry with 10 items 
and another measures emotionality with 9 items. 
Performance Evaluation 
The HDs were asked to complete a job 
performance evaluation for each participating RA 
that they oversee. The performance evaluation 
used within this study was adapted from the 
evaluation already being used by HRE. This 
adapted version contained five main performance 
categories rated on a scale of 1-4 based on how 
developed a staff member seems to be, 1 “being 
not developed” and 4 “being well-developed”. 
The five categories are community and leadership 
development, administrative responsibilities, 
professionalism, academic support/retention and 
individual resident relations. A sample item asks 
the HD to rate RA’s on how well they encourage 
student connection to the university through 
campus events and leadership opportunities (see 
Appendix B). 
Procedure 
Eight HD’s were recruited through a staff 
meeting and individual follow-up. At the staff 
meeting, an explanation of the study was given as 
well as what was required of the HD’s. Questions 
and concerns were addressed and then I met alone 
with seven of the eight HD’s who agreed to 
participate in order for each to sign a consent 
form. The HD’s were sent a reminder email on the 
7th of March, and on the 11th of March a Qualtrics 
survey link containing the job performance 
evaluation was sent. 
Once the HD’s agreed to participate in the 
study, the RA participants were recruited. I went 
to individual staff meetings to explain the 
proposed study and what was required through 
participation. HD’s were asked to briefly leave the 
room during recruitment of the RA’s. RA 
participants were informed that their information 
was not anonymous since their survey answers 
had to connect to their job evaluation, but their 
supervisors would not have access to their survey 
responses. I also provided an explanation of their 
right to withdraw at any time and that their 
confidentiality would be maintained to the fullest 
extent. As soon as their responses were connected 
to their performance evaluation, any identifying 
information was removed and replaced with a 
unique identifier. All RA’s received a link in their 
email containing a Qualtrics survey to participate 
in the study within 24 hours. The survey asked 
RA participants to set two goals for the upcoming 
semester, complete the MTQ and enter 
demographic information via the Qualtrics survey. 
Based on the literature, online survey responses 
have a 33% response rate (Nulty, 2008). The 
entire population of RA’s was approached and 
reminder emails were used in order to ensure the 
highest response rate and thus attempt to have a 
higher sample size. Both RA’s and HD’s were 
informed that all participants were entered into a 
drawing for five $5 gift cards. 
RESULTS 
Of the thirty-six RA’s approached to 
participate, sixteen participants (7 female, 8 males 
and 1 other) responded to the employee survey, 
equaling a 44% response rate. Average age was 
20.56 (SD=1.21) years, ranging from 19-23. The 
median as well as the mode was 20 years old. 
Class standing ranged from 1-5 years, 6.25% 
being first year students, 6.25% being second year 
students, 50% being third year students, 25% 
being fourth year students and 12.5% being fifth 
year students. The average time employed within 
HRE was 3 semesters (SD=1.5).  
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Table 1. Means and standard deviations for goal ratings 
      Specific   Measurable          Difficult 
Goal 1 Mean 1.18 1.08 1.05 
SD 0.28 0.23 0.15 
Goal 2  Mean 1.59 1.53 1.38 
SD 0.56 0.72 0.66 
  
Table 2. Means and standard deviations for the MTQ 
 Mean Standard Deviation 
Overall MTQ 4.16 0.36 
Personal Mastery 4.77 0.52 
Mastery Goals 4.58 0.68 
Desire to Learn 4.96 0.56 
Competitive Excellence 3.99 0.87 
Other Referenced Goals 3.96 0.93 
Competition Seeking 4.01 0.99 
Motivational Anxiety 3.71 0.91 
Worry 3.86 0.87 
Emotionality 3.55 1.07 
Goal Setting 
The goal-setting activity showed that all 
participants set goals that were at a low level for 
all three of the following criteria: specific, 
measurable and difficult (see Table 1). To see if 
variability was reduced in order to correlate goal 
setting to both the motivational traits and job 
performance, a total goal score was calculated by 
combining the ratings of both goals on the three 
criterion. This resulted in a goal total rating 
ranging from 6-24, with an average of 7.90 
(SD=1.88). Cohen’s K was run to determine 
agreement between the two goal rater’s 
judgements of each goal. The agreement for each 
goal ranged from .321 to .887, indicating fair to 
very high agreement. 
Motivational Traits Questionnaire 
The RA participants scored highest on the 
personal mastery trait, followed by competitive 
excellence and motivational anxiety (see Table 2). 
There were 2 subscales for each of the three 
factors, the mastery goals subscale consisted of 8 
items (α=.81), the desire to learn subscale 
consisted of 8 items (α=.78), the other referenced 
goals subscale consisted of 7 items (α=.80), the  
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Table 3. Job performance correlations to MTQ 
  
Note: *p < 0.05 
competition seeking subscale consisted of 6 items 
(α=.85), the worry subscale consisted of 10 items 
(α=.77) and the emotionality subscale consisted of 
9 items (α=.90). 
No correlation was found among the three 
motivational traits. The correlation between 
personal mastery and competitive excellence was 
not significant (r = -.13, p > .05), as well as the 
correlation between personal mastery and 
motivational anxiety (r = -.416, p > .05), and 
between motivational anxiety and competitive 
excellence, the correlation was not significant as 
well (r =.109, p > .05). The motivational traits 
were also not correlated to the goal total rating. 
The correlation between personal mastery and the 
goal total rating was not significant (r = -.28, p > 
.05), as well as the correlation between 
competitive excellence and the goal total rating 
was not significant (r = .15, p > .05) and between 
motivational anxiety and the goal total rating, the 
correlation was not significant as well (r = -.21, p 
> .05). 
Job Performance  
From the supervisors’ ratings of job 
performance for the 16 employee participants, the 
mean was 50.13 out of 65 (SD = 6.15). The total 
goal rating was not correlated to the supervisors’ 
job performance ratings (r = .06, p > .05).  
Predicting Job Performance 
In order to examine whether or not a 
relationship existed between motivational traits 
and job performance, a Pearson’s correlation was 
calculated. The significant correlations were 
between competitive excellence and job 
performance; other referenced goals and job 
performance; and competition seeking and job 
performance (see Table 3). 
A simple linear regression was calculated to 
predict job performance based on the competitive 
excellence trait. A significant regression was 
found (F [1, 14] = 8.141, p < .013), with an R2 of 
.368. The results of the regression showed that 
this trait does predict job performance (β=.606, p 
<.05) and explained 37% of the variance in job 
performance. 
DISCUSSION 
In discovering if a relationship existed 
between motivational traits and job performance 
and whether or not goal setting mediates that 






















1 .87** .80** -.12 -.272 .04 -.42 -.55* -.26 -.06 
Mastery 
Goals 
- 1 .41 .08 -.04 .18 -.52* -.57* -.42 .072 
Desire to 
Learn 
- - 1 -.32 -.46 -.14 -.14 -.320 .03 -.12 
Competitive 
Excellence 




- - - - 1 .65** -.10 .07 -.23 .54* 
Competition 
Seeking 
- - - - - 1 -.14 -.13 -.27 .56* 
Motivational 
Anxiety 
- - - - - - 1 .92** .95** -.25 
Worry - - - - - - - 1 .73** -.21 
Emotionality - - - - - - - - 1 -.25 
Job 
Performance 
- - - - - - - - - 1 
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motivational trait, competitive excellence, is 
related to job performance in this setting. On the 
other hand, the motivational traits were not related 
to the goals set within this study. Since this 
relationship was not present, it signified that there 
was not a mediating relationship present for this 
sample. A number of factors could explain the 
lack of support for the hypothesis that goal setting 
mediates the relationship between the 
motivational traits and job performance. First, the 
way goals were measured for this study did not 
allow for a finer analysis between individuals. 
There was little to no variation between the goals 
set on an individual level, meaning that no 
differences could be seen in connection to job 
performance or the motivational traits. Second, it 
is possible that these variables are not related for 
this particular type of work setting. Examining 
each construct separately and then discovering 
what was different in this environment than past 
studies can help to explain why or why not 
relations were found between them. 
Goal setting has been shown to be effective 
when the goals set are specific and difficult 
(Locke & Latham, 2002), but the goals rated in 
this study were not found to have these qualities. 
Therefore, it is understandable that the goals were 
not related to job performance, but it is still 
unclear why the goals set were not specific and 
difficult goals. There could be a number or 
reasons for this, some potentially related to past 
literature, others perhaps not. One explanation for 
this is within the goal-setting theory of Locke and 
Latham (2013) because goal commitment, 
including self-efficacy and importance, moderates 
the relationship between the goals set and the 
performance observed. If the participants did not 
believe that the outcomes of their goals were 
important or that they had the ability to achieve 
them, then their performance is not going to be 
increased by setting goals. Another possible 
reason why the goals set were not correlated to 
job performance could be because the participants 
did not know how to set goals that were specific 
and difficult on their own. Latham and Kinne III 
(1974) found that training in goal setting can lead 
to an increase in production. In more recent 
findings with a population of nurses, those who 
received training in goal setting had higher self-
efficacy and individual effectiveness than those 
who did not (Gibson, 2001). Furthermore, within 
goal-setting theory, it has been seen that 
participative goal setting is more effective than 
having managers set goals for employees; 
therefore, maybe if the participants had more 
guidance while setting goals, then the goals could 
be rated as more specific and difficult (Locke & 
Latham, 2002). 
Another possible reason why goal setting was 
not correlated to job performance could have been 
because in this work environment job, 
performance is measured on a developmental 
basis and not by outcomes. Many positions can be 
evaluated in a summative format by comparing 
employees’ job performance to a set standard (i.e. 
targeted monthly sales or target production). In 
this work environment, job performance is more 
formative and relies heavily on feedback from the 
supervisors in order for the student staff member 
to continue to develop as an employee. Therefore, 
perhaps when job performance is being 
behaviorally measured on a developmental 
continuum, goal setting may not have as much as 
of an impact.  
This study has shown that motivational traits 
can have an impact within a workplace 
environment. Because competitive excellence was 
correlated to higher job performance, there are 
some practical applications that can be seen from 
this study. Organizations can screen for 
individuals with higher competitive excellence 
scores and foster their competitive nature through 
their job experience (i.e. bonuses for higher 
achievements). Further research would be needed 
to know if the other motivational traits could be 
connected to the workplace environment in order 
to have workers that score higher on personal 
mastery and motivational anxiety increase their 
job performance. The internal consistency 
coefficients in this study were very close to those 
obtained by the original developers of the MTQ 
short-form, further supporting that the measure is 
reliable.  
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The internal validity of the MTQ is shown to 
be strong and the results of this study add to the 
growing support for the motivational traits 
framework and how work motivation research 
could be addressed. It should be noted that the 
present study is limited, in that the sample size 
was small and the population used was specific to 
one work environment, limiting generalizability to 
other work populations. There were also many 
supervisors to the amount of employees; an 
environment with less variability between job 
performance ratings might display different 
results. In the immediate setting, there are a 
couple of applied recommendations for the future, 
including looking into a more operationalized 
definition of job performance within this work 
environment and a goal setting training. 
Looking to the future, implementing a goal 
training within this same environment or even 
within a different work setting with more 
manipulation of the goal setting aspect (i.e. 
participative goal setting between employer and 
employee) may result in different evidence and 
support for mediation. Further exploration of 
motivational traits within the workplace should be 
examined to discover if more relationships could 
be found. Furthermore, focus should continue to 
be spent on how different environments, such as 
an educational setting, relate to motivational traits 
and how different motivational skills affect the 
relationships found here and in prior research. 
One interesting path would be to compare 
motivational traits to goal orientation research 
since there is such an overlap in the constructs 
between the two frameworks, and to investigate 
whether any new relationships occur in different 
environments.  
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